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COMMONWEALTH  OF  PENNSYLVANIA 


GOVERNOR'S  COMMITTEE  ON  MERGER 
OF  THE 

DEPARTMENTS  OF  WELFARE  AND  PUBLIC  ASSISTANCE 

Harrisburg 

Februaiy  9,  1959 


The  Governor  and  Members  of  the  General  Assembly  of 
the  Commonwealth  of  Pennsylvania 
State  Capitol 
Harrisburg,  Pennsylvania 

Gentlemen: 

The  Governor's  Committee  on  Merger  of  the  Departments  of  Welfare 
and  Public  Assistance,  appointed  in  accordance  with  Act  390  of  1957,  sub- 
mits herewith  its  Report. 

The  function  of  this  Committee,  as  stipulated  by  Act  390  and  as 
further  delineated  by  the  Committee  in  the  attached  Statement  of  Mission 
adopted  on  December  3,  1957,  involved  two  separable  although  related 
phases  of  activity. 

The  first  and  most  immediate  phase  called  for  the  development 
of  a plan  for  merging  the  functions  of  the  two  departments  under  existing 
laws  into  a unified  Department  of  Public  Welfare  not  later  than  June  1, 
1958.  A plan  for  such  merger  was  submitted  to  Governor  Leader  as  this 
Committee's  Interim  Report  of  April  1,  1958.  This  report  set  forth  the 
judgments  and  recommendations  of  the  Committee  as  to  an  organizational 
framework  which,  under  existing  laws,  provided  for  orderly  integration  and 
for  effective  and  economical  administration  and  coordination  of  tjio  social 
welfare  fimctions  of  the  merged  departments.  This  first,  or  interim, 
report  constitutes  Phase  I of  this  report. 
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The  second longer-range  phase  of  the  Committee's  assignment 
involved  the  formulation  of  recommendations  and  proposed  legislation  deemed 
necessary  to  implement  further  the  merger  and  to  effectuate  the  purposes 
of  the  merger  Act.  Phase  II  of  this  Report  consists  of  these  recommendations 
and  is  the  result  of  the  second  phase  of  our  work. 

This  Report  is  based  on  certain  fundamental  service  concepts 
and  administrative  principles  adopted  by  the  Committee  to  serve  as  basic 
guides  in  consideration  of  alternative  legislative  and  organizational 
possibilities.  These  are  presented  in  "Merger  Concepts  and  Principles"  at 
the  beginning  of  the  Report, 

In  approaching  its  task  the  Committee  gave  carefial  consideration 
to  a preliminary  report  prepared  by  a staff  group  representing  the  merged 
departments  and  the  Governor's  Office  of  Administration.  A series  of 
special  research  studies  bearing  on  specific  aspects  of  public  welfare 
organization,  administration  and  inter-go vornmental  relationships,  pre- 
pared by  the  Committee’s  Research  Staff,  provided  essential  factual  back- 
ground for  the  Committee’s  deliberations,  Comndttee  representatives  con- 
ferred and  consulted  with  administrative  officials  of  DopaHanstnts-of  PoBlio 
Assistance  and  Welfare  of  Pennsylvania  and  oi  neighboring  states,  and  with 
regional  officials  of  the  U,  S,  Departraont  of  Health,  Education  and  Welfare, 
Pertinent  reports  and  recommendations  of  previous  studies  were  reviewed  and 
taken  into  consideration.  In  addition,  the  Committee  divided  itself  into 
subcommittees  to  consider  the  subject  areas  into  which  Phase  II  of  this 
Report  is  divided.  These  subcommittees  received  special  reports  from  the 
staff  members  assigned  to  provide  technical  guidance  and  research  materials. 
After  considering  these  materaaTs  the  snbcr.mmihteo  Bdent.ifled  specific 


problems.  The  answers  to  these  problems  were  amended  and  passed  on  by 
the  full  merger  Committee, 

In  Phase  II  of  this  Report  we  deal  with  the  areas  of  welfare 
activity  we  feel  are  most  vital  to  effective  m.erger.  These  are,  (a) 
personnel,  (b)  fiscal  policies,  (c)  hospitals  and  medical  services, 

(d)  boards,. commissions  and  committees,  (e)  the  reassignment  of  state  x^^elfare 
functions  among  the  several  departments  of  state  government,  and  (f)  re- 
lations between  the  state  and  the  local  government  in  the  field  cf  public 
welfare.  Phase  II  of  the  R^ort  is,  accordingly  di^dded  into  these  five 
areas  of  consideration.  Matters  of  organization  and  functions  are,  as 
mentioned  above,  confined  to  the  appendix. 

The  areas  covered  by  this  report  and,  in  fact,  some  of  the 
recommendations  contained  herein  are  not  entirely  new.  They  have  been 
censidored  by  many  qualified  groups  in  the  past,  A brief  reviev;  of  some 
such  activities  may  help  to  place  the  work  of  this  Committee  in  proper 
historical  perspective.  The  findings  and  recommendations  by  these  various 
groups  show  a remarkable  unanimity.  Out  of  the  many  examples  that  could 
be  given,  these  are  illustrative: 

The  December  31^  1936  report  of  the  Pennsylvania  Committee  on 
Public  Assistance  and  Relief,  Herbert  F.  Goodrich,  Chairman,  was  pri- 
marily conceimied  with  the  problem  of  financial  assistance  to  needy  persons. 
However,  this  report  recommended  that  services  for  delinquent  and  dependent 
children  be  combined  with  public  assistance;  that  County  Boards  administer 
the  programs  under  standards  established  by  the  State  Department;  that 
members  of  these  Boards  be  named  jointly  by  the  State  Department  and  County 
Commissioners,  A June  15,  1937  report  on  Medical  Care  by  a Special  Advisory 
Committee  to  this  eATri»  conimittee  I'ecojnmerided  a comprehensive  medical  care 
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program,  including  hospitalization,  for  persons  on  the  borderline  of 
financial  independence  as  well  as  for  persons  receiving  public  assistance 
grants,  to  be  paid  for  on  a "free-for-service"  principle  as  part  of  the 
public  assistance  program. 

The  practice  of  direct  appropriations  to  private  agencies  and 

t 

institutions  has  been  criticized  repeatedly,  "A  Survey  of  the  Fiscal 
Policies  of  State  Subsidies  to  Private  Charitable  Institutions  by  the 
Commonwealth  of  Pennsylvania,  by  Kenneth  L.M,  Pray,  dated  December  1922, 
(published  as  Part  III  of  "Report  of  the  Citizens  Committee  on  Finances 
of  Pennsylvania  to  Governor  Rinchot)  pointed  out  that  "the  testimony  as 
to  the  disorderly,  unsystematic,  inequitable  methods  now  employed  in  state 
appropriations  to  private  charities  is  all  but  unanimous,"  and  recommended 
"The  Legislature  should  not  designate  appropriations  to  individual  insti- 
tutions . , the  distribution  of  funds  among  agencies  , , , should  be  , . , 
in  proportion  to  the  service  they  render  , , • ; State  funds  should  be  ex- 
pended only  for  service  to  those  who  are  in  actual  need  of  State  help," 

The  report  of  the  Joint  Legislative  Committee  on  Finances 
(sterling  Report)  in  1934  criticized  state  operation  of  general  hospitals 
stating  "the  distribution  of  such  benefits  should  be  felt  in  all  sections, 
not  in  a very  small  number  of  counties.  With  regard  to  state-aided -homes 
this  same  report  stated  that  there  was  "a  serious  question  as  to  the  pro- 
priety of  appropriating  considerable  amounts  of  State  revenue  for  the 
maintenance  of  institutions  which  , , • should  be  maintained  by  the 
localities," 

A report  dated  January  1957,  resulting  from  a comprehensive 
survey  by  a faculty  committee  of  the  University  of  Pennsylvania  of  "Tax 
Supported  Medical  Institutional  Care  for  the  Needy  and  Medically  Needy 
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of  Pennsylvania"  stated  that,  with  the  exception  of  general  hospital  care 
for  assistance  recipients  and  care  in  tuberculosis  sanitoria,  present 
procedures  in  determining  eligibility  for  free  care  are  subjective  and 
arbitrary,  jarticularly  for  persons  who  make  some  contributions  to  the 
costs  of  this  care;  and  recommended  that  the  present  pattern  of  State 
operation  of  general  hospitals  in  some  localities  and  State  aid  to  some 
hospitals,  be  replaced  by  a system  of  State  payment  for  hospital  care  ren- 
dered persons  unable  to  pay  for  such  care  under  uniform, stateewide  regu- 
lations administered  as  part  of  the  public  assistance  program. 

These  are  only  a f ew  of  many ^possible  illustrations  of  similar 
findings  and  recommendations  made  by  thoughtful,  informed  persons  and 
groups.  Although  the  studies  and  recommendations  have  often  been  confined 
to  one  aspect  of  public  welfare,  each  one  in.-its  own  way  stresses  the  im- 
portance of  a unified  public  welfare  program  opera,ted  under  State-wide 
standards  with  maximum  of  decentralized  administration,  and.  staffed  by 
professionally  competent  personnel  ajpointed  on  a merit  basis. 

Therefore,  this  Committee  does  not  claim  that  all  of  its  re- 
commendations  are  essentially  new.  Although  this  Committee  approached  its 
work  without  any  pre-conceived  notions,  it  recognizes  that  many  of  the 
recommendations  in  this  report  only  adapt  ideas  and  principles  previously 
advanced  by  others  to  present  conditions  in  the  Commonwealth  and  to  the 
opportunities  resulting  from  the  merger  of  the  former  Departments  of 
Welfare  and  Public  Assistance, 

The  law  creating  the  Merger  Committee  charged  it  with  preparing 
"additional  legislation,  if  needed,  to  the  end  that  the  purposes  ^f this  bill 
(Act  390  of  July  13,  1957)  may  be  effectuated."  To  fulfill  this  respon- 
sibility, the  Committee  has  asked  me  to  appoint  a Subcommittee  for 
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Preparation  of  Legislation,  This  group  will  be  happy  to  meet  with  appro- 
priate executive  and  legislative  representatives  to  draft  enabling  legis- 
lation for  the  consideration  of  the  General  Assembly. 

The  Committee  gratefully  acknowledges  the  technical  guidance 

and  assistance  rendered  by  its  research  staff:  Mr,  Manuel  Kaufman, 

* 

Deputy  Commissioner  of  the  Philadelphia  Department  of  Public  Welfare,  and 
Dr,  Robert  A,  Christie,  who  served  as  Staff  Coordinators;  Mr,  Charles  Celia, 
Supervisor  of  the  Government  Consulting  Service  of  the  Pels  Institute  of 
State  and  Local  Government,  University  of  Pennsylvania;  and  Mr.  John  Ingram, 
Director  of  the  State  Division,  Pennsylvania  Econon^r  League.  The  com- 
mittee also  received  much  useful  technical  guidance  from  Dr.  John  Ferguson, 
Secretary  of  Administration,  and  his  assistant  I'lr,  James  W.  Greenwood, 
from  Secretaries  of  Public  Welfare  Mr.  Harry  Shapiro  and  Mrs,  Ruth  G.  Horting, 
and  from  the  following  staff  members  of  the  Department  of  Public  Welfare: 

Mr.  Donald  Van  Valen,  Mr,  Edwin  McMahon,  Mr,  Chauncey  Gunderman,  Miss 
Annabelle  McNeil,  Miss  Helen  McManus  and  Mr,  Norman  Lourie,  The  Office 
of  Administration  and  the  Department  of  Public  Welfare  also  furnished 
secretarial  and  clerical  services. 

Respectfully  yours. 


(s)  Thomas  B.  Harvey 
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Summary  of  Recommendations 


For  details  of  recommendations  see  body  of  this  Report* 


1,  The  Department  of  Public  Welfare  should  be  so  organised  as  to  provide 
specialized  lonits  for  each  of  its  major  program  areas,  coordination  of 
all  activities  by  the  Office  of  the  Secretary,  and  maximum  possible 
integration  of  all  welfare  activities,  public  and  private,  at  the  local 
level, 

2,  A Department-wide  merit  system  of  personnel  should  be  established.  This 
system  should  recognize  the  special  needs  of  the  Department  of  Public 
Welfare,  Only  the  Secretary  and  his  principal  aides  should  be  excluded 
from  the  merit  system, 

3*  Direct  appropriations  to  private  agencies  and  institutions  should  be 
replaced  by  a system  of  purchase  of  services  and  of  reimbursement  to 
local  public  agencies, 

4*  The  ten  state-ovmed  general  hospitals  should  be  t ransferred  promptly  to 
local  ownership.  Uniform  standards  should  be  applied  to  all  similar 
medical  institutions. 

5*  An  advisory  committee  for  each  major  program  area  and  an  advisory  board 
for  the  total  Department  should  be  established  in  place  of  the  various 
boards,  committees  and  commissions  now  attached  to  the  central  head- 
quarters of  the  Department, 

6,  Responsibilities  in  the  fields  of  child  care,  juvenile  delinquency,  and 
veterans  services  should  be  reorganized  to  become  part  of  the  unified 
welfare  program, 

7,  Local  administration  of  welfare  functions  should  be  made  part  of  the 
structure  of  county  government  with  state  and  local  financing,  operating 
under  standards  established  by  the  state,  A special  legislative  com- 
mission should  be  established  to  develop  a detailed  plan  for  this* 

8*  In  addition  to  the  legislation  required  by  the  specific  recommendations 
in  this  report,  the  state’s  various  welfare  laws  should  be  codified. 
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EXCERI^T  FP.021ACT  MO.  390  of  July  13,  1957 


Amending  the  Administrative  Code  of 
1929  by  creating  the  Department  of 
Public  Welfare  and  merging  the  Depart- 
ments of  Welfare  and  Public  Assistance 
and  extending  their  powers  and  duties 
to  the  Department  of  Public  W^elfare,  to 
become  effective  on  or  before  June  1,  195S« 


"The  Governor  shall  appoint  a committee  consisting 
of  representatives  of  the  two  merged  departments,  the 
General  Assembly  and  others  interested  in  the  functions 
and  duties  of  the  departments  involved  herein,  to 
complete  the  details  of  the  merger  in  an  orderly  and 
efficient  manner,  reorganize  the  various  bureaus  and 
agencies  so  that  they  perform  their  tasks  with  max- 
imum effectiveness  and  efficiency,  and  with  auth- 
ority to  make,  recommendations  and  prepare  additional 
legislation,  if  needed,  to  the  end  that  the  purposes 
of  this  bill  may  be;  effectuated  and  functions  and 
programs  be  appropriately  assigned  to  the  various 
departments  and  agencies,"  (Section  26) 
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MISSIOJ  OF  CMIITTEE 


1.  To  develop  a plan  of  organization  at  both  State  and  local  government 
levels  which  will  facilitate  most  effective  and  economical  per- 
formance and  coordination  of  social  welfare  functions  based  on  broad 
principles  and  policy  guides  concerning  the  State’s  responsibilities 
for  administration  of  social  welfare  functions,  encompassing  all 
functions  now  performed  by  the  Departments  of  Welfare  and  Public 
Assistance,  giving  due  consideration  to  related  social  welfare 
functions  performed  by  other  State  agencies,  local  governments, 

and  private  social  welfare  agencies » 

2.  To  develop  specific  steps  for  implementing  recommended  reorgan- 
ization based  upon  principles  for  allocating  responsibility  for 
administering  and  financing  social  welfare  functions  among  State 
and  local  governments  and  private  agencies; 

- (a)  Steps  to  be  taken  as  of  June  1,  1958,  to  implenent  such 
portions  of  recommended  reorganization  as  are  practicable 
and  possible,  under  existing'  legislation. 

(b)  Steps  to  be  taken  to  complete  reorganization  such  as  will 
require  legislation,  together  with  recommended  legislation. 

Adopted  December  3)  1957 
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Merger  Concepts  and  Principles 


In  approaching  the  task  of  developing  a plan  for  merging 
the  Departments  of  Welfare  and  Public  assistance,  the  Committee  has 
recognized  that  the  basic  concept  underlying  the  Commonwealth's 
merged  welfare  program  should  be  to  deal  with  the  client's  inter- 
related needs  as  a whole,  and  that  services  should  be  oriented  toward 
helping  the  individual  to  achieve  or  regain' early  self-dependence. 

With  this  general  and  basic  concept  in  mind,  the  Committee 
recommends  certain  principles  as  a basis  for  planning  the  merger  of 
the  functions  of  the  two  Departments,  and  as  guides  and  objectives 
to  the  merged  Department  of  Public  Welfare ; 

1.  The  merger  should  be  based  upon  the  functions  as  provided 
by  present  legislation,  but  the  new  Department  should  be 
so  organized  as  to  allow  administrative  adjustment  to  meet 
future  demands  and  circumstances. 

2.  The  organizational  plan  of  the  merged  Department  of  Public 
Welfare  should  provide  maximum  integration  and  coordination 
of  the  several  social  welfare  functions  assigned  to  it  by 

law  with  due  consideration  for  the  improvement  of  professional 
practice  in  the  various  fields  of  service. 
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3*  The  merger  ehould  recognize  organizationally  that  one  of  the 
basic  responsibilities  of  the  Department  is  to  provide  leader- 
ship in  the  development  and  coordination  of  public  and  private 
community  welfare  services  to  meet  more  effectively  and  econ- 
omically the  needs  of  the  physically  and  mentally  ill  and  re- 
tarded,  the  socially  rraladjusted,  and  the  economically  dependent. 

L,  The  Department  of  Public  Welfare  should  utilize  to  a inaximum 
degree  the  ser’/ices  and  skills  of  other  State  departments  and 
voluntary  agencies  in  developing  minimal  standards  of  care, 
particularly  in  the  field  of  medical  care  and  related  services. 

This  field  and,  in  fact,  the  whole  field  of  public  health  is 
one  in  which  programs  of  the  Departments  of  Public  Welfare 
and  Health  and  of  several  other  State  departments  overlap  and 
in  which  coordination  of  activities  is  highly  essential  to 
achieve  the  best  public  welfare  and  health  programs. 

5.  The  merger  should  provide  for  maximum  decentralization  of  the 
administration  of  the  State  welfare  program, 

6.  Immediately  upon  merger,  the  merit  system  should  be  extended  to 
all  positions  in  the  State  and  regional  offices  of  the 
Department  of  Public  Welfare,  with  the  exception  of  the 
Secretary  and  his  principal  aides,  and  as  soon  as  practicable 
to  all  other  positions  in  the  Department,  including  the 
State  institutions, 

In  clarification  of  this  point  (6)  the  Committee  stated  at  its 
June  9,  1958  meeting  that  the  above  "means  (l)  that  all  employees 
up  to  the  level  of  the  Secretary’s  Office  shall  be  under  the 

(l)  None  of  the  material  which  follows  under  point  6 was 
included  in  the  original,  ^terim  ReP5L?^^^ 
inserted  as  amendments  to  that  Report. 
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merit  system  and  (2)  that  the  Deputy  Secretary  for  Coordi- 
nation shall  be  a professionally  qualified  person  in  the 
field  of  social  welfare,"  In  addition,  the  Committee 
stated  at  its  May  23,  1958  meeting  that  (3)  "the  Deputy 
for  Coordination  may  have  specific  activities  assigned 
to  him  and  that  his  title  may  be  broadened  to  that  of 
Deputy  for  Social  Welfare  and  Coordination,  provided  that 
the  function  of  this  Deputy  be  clearly  understood  to  en- 
compass the  coordination  of  mental  health  functions  as  well 
as  other  functions  of  the  department," 
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Introduction  to  Phase  I 


This  phase  consists  of  the  original  Interim  Report  of  the 
Merger  Committee  as  submitted  on  April  1,  1953.  Since  that  date  certain 
administrative  steps  have  been  taken  in  response  to  the  Interim  Report, 
which  in  their  sura  created  the  Department  of  Public  Vielfare.  The  Interim 
Report  is  repeated  as  Phase  I of  this  report  because  many  of  the  active 
recommendations  in  Phase  II  can  be  fully  understood  only  in  conjunction 
with  recommendations  made  in  the  Interim  Report. 


of  Pennsylvania 

• ■ ' ■ ' ' ' 

cx:  sPNrP's'comTriE  ON  ' ' 

• , OF  THE 

DEPAPTOENT^'  ^:F'  WELFiOlE  Tij  PUBLIC  ACSISTA.NCE 

Harrisburg 

April  1,  T95S 

The  Honorable  George  M.  Leader 

Governor  of  the  Commonwealth  of  Pennsylvania 

State  Capitol  ' 

Harrisburg,  Pennsylvania 

Dear 'Governor  Leader;  . : . 

The  Governor's  Committee  on  Merger  of  the.  Departments  of  V/elfare 
and  Public  Assistance,  appointed  by  you  in  accordance  with  Act  390  of  1957# 
submits  herewith  its  Interim  Report,  outlining  its  proposed  plan  of  organi- 
zation for  the  merged  Department  of  Public  Welfare  to  become  affective  on 
or  before  June  1,  1958. 

The  function  of  the  Committee,  as  stipulated  by  Act  390,  and  as  _ 
further  delineated  by  the  Committee  in  the  attached  Statement  of  Mission 
adopted  on  December  3,  1957,  involves  two  separable  although  related  phases 
of  activity. 

The  first,  and  most  immediate,  assignment  calls  for  development 
of  a plan  for  merging  not  later  than  June  1,  1958,  of  the  present  functions 
of  the  Departments  of  V/elfare  and  Public  Assistance  under  existing  laws 
into  a unified  Department  of  Public  V/elfare, 

The  second,  longer-range,  phase  of  the  Committee’s  assignment 
involves  the  fonnulation  of  recommendations  and  proposed  legislation 
deemed  necessary  to  further  implement  the  merger  and  to  effectuate  the 
purposes  of  the  merger  Act.  . 

The  Committee’s  attention  and  efforts  to  date  have  been  directed 
primarily  to  the  first  phase  of  its  assignment.  The  attached  Interim  Re- 
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port  incorporates  the  product  of  this  first  phase  of  the  Committee’s  work. 
It  sets  forth  the  judgments  and  recommendations  of  the  Committee  as  to  an 
organizational  framework  which,  under  existing  laws,  will  provide  for  or- 
derly integration  and  for  effective  and  economical  administration  and  co- 
ordination of  the  social  welfare  functions  of  the  merged  departments. 

In  its  approach  to  this  first  phase  of  its  task,  the  Committee 
gave  careful  consideration  to  a preliminary  report  prepared  by  a staff 
group  representing  the  merged  departments  and  the  Governor's  Office  of 
Administration,  A series  of  special  research  studies  bearing  on  specific 
aspects  of  public  welfare  organization,  administration  and  inter-govern- 
mental relationships,  prepared  by  the  Committee's  Research  Staff,  provided 
essential  factual  background  for  the  Committee ' s deliberations.  Committee 
representatives  conferred  and  consulted  with  administrative  officials  of 
Departments  of  Public  Assistance  and  Welfare  of  Pennsylvania  and  of  neigh- 
boring states,  and  with  regional  officials  of  the  U.  S.  Department  of 
Health,  Education  and  Welfare.  Pertinent  reports  and  recommendations  of 
previous  studies  were  reviewed  and  taken  into  consideration. 

The  recommended  plan  of  organization  is  predicated  on  certain 
fundamental  service  concepts  and  administrative  principles  adopted  by  the 
Committee  to  serve  as  basic  guides  in  its  consideration  of  alternative 
organizational  possibilities.  Tnese  concepts  and  principles  are  presented 
in  the  attached  Interim  Report,  together  with  a chart  of  the  proposed  or- 
ganization of  the  merged  Department  and  appended  descriptions  of  the  con- 
templated distribution  of  fiinctions  and  administrative  responsibilities 
within  the  proposed  organization. 

In  submitting  this  Interim  Report,  the  Committee  gratefully  ac- 
knowledges the  technical  guidance  and  assistance  rendered  voluntarily  by 
its  research  staff:  Mr.  Manuel  Kaufman,  Deputy  Commissioner  of  the  Phila- 
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delphia  Department  of  Public. Welfare  who  served  as  Staff  Coordinator;  Mr. 
Charles  Celia,  Supervisor  of  the  Government  Consulting  Service  of  the 
Institute  of  Local  and  Stats  Government,  University  of  Pennsylvania;  and 
lylr,  John  Ingram,  Director  of  the  State  Division,  Pennsylvania  Economy 
League,  The  Committee  received  much  useful  technical  guidance  from  Dr. 
John  Ferguson,  Secretary  of  Administration,  and  his  assistant,  Ilr.  James 
W.  Greenwood,  Jr,  This  office  also  furnished  secretarial  and  clerical 
services. 

During  the  coming  months,  the  Committee  will  turn  its  attention 
to  the  second  phase  of  its  assignment,  concerned  with  the  formulation  of 
recommendations  and  legislative  proposals  to  further  implement  the  inte- 
gration of  the  Commonwealth’s  social  welfare  functions.  Upon  completion 
of  this  phase  of  its  work,  it  is  anticipated  that  the  Committee  will  pre- 
pare and  submit  its  final  report. 


Respectfully  yours. 


Thomas  B,  Harvey 
Chairman 
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A - Proposed  OrgafLi  zation  Plan 

The  proposed  organization  structure  oT  the  merged  Department  of 
Public  Welfare,  presented  graphically  in  the  attached  chart,  contemplates 
three  principal  administrative  levels.  These  are; 

The  Secretary's  Office  - which  includes  the  Secretary,  his 
Deputy  for  Coordination  and  his  staff  aides.  (The  functions  of  the 
Secretary  and  of  his  principal  staff  units  are  outlined  in  Parts  E and  F 
of  this  report ) . - . . 

The  Commissioners*  Offices  - which  include  the  six  Commissioners 
each  having  responsibility  for  a major  functional  area,  their,  aides  and 
staff  assistants,  and  their  subordinate  bureaus  and  compo,nent  organiza- 
tional subdivisions,  (The  functions  of  each  of  the  Coniiriissioners’  offices 
are  described  in  Part  E, below).  ■ 

The  Regional  Offices  - includi.ng  the  regional  directors  and 
their  respective  general  administrative,  staff  and/or  functional  aides, 
and  the  county  assistance  offices  within  each  region.  The  Committee  pro- 
poses that  initially  a minimum  of  five  regional  offices  be  established; 
if  needed,  additional  offices  may  be  created  later.  (The  functions  of 
the  regional  office  are  shown  in  Part  E,  below). 

B - Distribution  of  Responsibilities 
The  contemplated  division  of  responsibility  am.ong  the  three 
administrative  levels,  outlined  in  detail  in  Part  F below  can  be  sum- 
marized as  follows: 

General  Responsibilities  of  the  Cecretary 

1.  Develop  broad  departmental  service  objectives  and  adminis- 
trative policies. 
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2.  Approve  funcoional  objectives,  proprams  and  standaris,  issue 
necessary  directives  for  their  impleraentation,  and  rev■J.ex^7  their  pt  "orm- 
ance  and  accomplishments 

3*  Coordinate  the  programs  and  finctions  of  the  sever;  1 Com- 
missioners' offices  with  one  another  and  with  the  regional  office  , to 
achieve  an  effectively  inter-related  and  integrated  departmental  program, 
li.  Coordinate  the  adainis trative  functions  of  the  several  re- 
gional offices,  with  one  another  and  with  the  Commissioners’  offices,  to 
achieve  uniform  program  performance  and  effectiveness  in  all  geographic 
areas  of  the  Commonwealth, 

General  Responsibilities  of  the  Deoutv  Secretary, for  Coordination^'^ 

At  its  meeting  of  May  23,  1958  the  full  merger  committee 

adopted  the  following  statement  in  regard  to  this  position,  "This 
committee  goes  on  record  that  it  is  a fair  interpretation  of  its  re- 
port that  the  Deputy  for  Coordination  may  have  specific  activities  as- 
signed to  him  and  that  his  title  may  be  broadened  to  that  of  Deputy  for 
Social  Welfare  and  a Coordination  provided  that  the  function  of  ihis 
Deputy  be  clearly  understood  to  encompass  the  coordination  of  mental 
health  functions  as  well  as  other  finctions  of  the  department," 

General  Responsibilities  of  the  Commissioners’  Offices 

1,  Develop,  for  approval  by  the  Secretaiy,  program  objectives 
and  standards  and  related  administrative  plans  and  schedules  including 
budget  recommendations. 

2,  Provide  professional  guidance,  consultation  and  assistance 
to  regional  offices,  including  professional  staff  training  and  develop- 
ment, to  achieve  and  maintain  uniformly  competent  professional  performance 
throughout  the  State, 

This  section  was  not  included  in  the  oiugnnal  In'^erim_Repoi^  when  it 
was  submitted  to  the  Governor  on  April  1,  1958  and  is  inserhoH 
as  an  amendment  to  the  original  report. 
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and  accomplishment 


3»  Review  and  eve.laat3  program  n-' 
in  each  region,  to  assi)re  ^iniform  service  achieveiaent  throughout  the  State# 
Admin' is  ter  cei-tain  centr  ally  «’direc  ted  statewide  functions, 
including  tlie  management  aiid  operation  of  state-owned  institutions  and 
their  ancillary  services,  lie  final  approval  and  issuing  of  regulatory 
licenses,  and  the  disbursement  to  individuals,  institutions  or  agencies 
of  assistance,  grants  or  reimbursement  payments,  together  with  the 
hearing  of  claimants’  appeals. 

5.  Recruit,  select,  train,  promote  and  discharge  all  personnel 
under  their  supervision. 

General  Responsibilities  of  the  Regional  Offices 

1,  Stimulate,  organize  and  give  leadership  in  development  and 
coordination  of  aH  public  and  private  social  welfare  services  at  the 
community  level, 

2,  Supervise  and  administer  those  departmental  functions  which 
are  assigned  to  the  regional  and  county  levels,  in  accord  and  compliance 
with  state-wide  program  policies,  service  standards,  and  uniform  adminis- 
trative policies  and  standards  developed  by  the  Commissioners’  offices 
and/or  the  Secretary’s  office  and  approved  by  the  Secretary,  These  fiinc- 
tions  would  not  encompass  those  centrally -directed  functions  assigned  to 
the  Commissioners,  but  the  Commissioners  may,  with  the  Secretary’s  appro- 
val, delegate  some  of  these  to  the  Regional  office.  The  Commissioners  may 
utilize  the  regional  level  for  coordination  of  all  departmental  programs, 

3,  Coordinate  all  regionally -administered  programs  and  func- 
tions perfomed  within  the  region, 

Ii,  With  approval  of  fhe  Secretary,  develop  regional  operational 
plans  including  budget  recommendations. 
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Assist  in  and  provide  facilities  for  the  regional  conduct  of 
centralized  functions  -which  are  the  responsibili-ty  of  the  Commissioners  ‘ 
offices,  including  initial  receipt  and  processing  of  license  and  subsic^’’ 
or  reimbursement  applications,  inspections  for  licenses  or  subsidies,  pro- 
■Tiding  physical  facilities  for  regional  assistance  disbursement  offices, 
and  coordinating  community  services  with-  related.  S-ba-be  institutional  ser- 
"vices. 

6,  Recruit,  select,  train,  promote  and  discharge  all  persornel 
in  the  regional  office* 


C - Transitional  Procedure 

It  is  apparent  that  the  division  of  administrative  functions  and 
responsibilities  outlined  above  cannot  be  fully  effected  on  the  statutoiy 
date  for  establishment  of  the  reorganized  Department. 

Functions  which  are  now  administered  centrally,  and  which  are  to 
be  decentralized  to  the  regional  level,  cannot  be  delegated  to  the  re- 
gional offices  until  those  offices  are  established,  organized  and  s-baffed. 

To  avoid  interruption  of  services  and  to  accomplish  an  orderly 
decentralization  process  during  -this  transitional  period,  it  will  be 
necessary  to  continue  to  lodge  direct  responsibility  for  certain  contem- 
plated regional  functions  in  the  Commissioners’  offices  until  the  regional 
offices  are,  in  the  iudgment  of  the  Secretary,  staffed  to  accept  this 
responsibili-ty  • 

This  would  apply  particularly  to  the  administration  of  public 
assistance  and  to  the  rendering  of  other  direct  services  to  individuals. 

Boards,  commissions  and  committees  in  the  Depar-bments  of  Public 
Assistance  and  Welfare  cannot  be  changed  substantively  without  the 
necessary  legislation.  However,  it  would  be  possible  in  •♦■he  transitional. 
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period  for  certain  boards,  co.-nmissions  and  committees  to  meet  jointly  to 
avoid  duplication;  for  example,  uhe  State  Board  of  Public  Assistance  and 
the  Welfare  Commission c 

The  Committee  believes  that  substantial  early  progress  toward 
implementing  the  proposed  reorganization,  including _ the  establishment  of 
at  least  five  regional  offices,  can  be  achieved  by  reassigning  present 
staff,  and  that  within  existing  budgetary  limits  more  effective  and  eco- 
nomical use  of  presently  available  resources  of  the  combined  agencies  can 
thereby  be  achieved. 
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ORGANIZATION  I 

As  submitted  by  the  Merger  Gommittee 
in  April,  19^3 
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DEPARTMENT  OF  PUBLIC  y^ELFARE 


PREPARED  BY 

GOVERNOR'S  MERGER  COMMITTEE 

APRIL  1.  1958 


ORGANIZATION  CHAi^.T  II 

As  officially  adopted  on  December  9,  1958  after 
consultation  with  the  Steering  Committee  of  the 
Merger  Committee 
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DEPARTMENT  OF  PUBLIC  WELFARE 


REGIONAL  OFFICE  / REGIONAL  OFFICE  2 REGIONAL  OFFICE  3 REGIONAL  OFFICE  2 REGIONAL  OFFICE 


APPENDIX 


E.  ALLOCATION  OF  FUNCTIONS  AMONG  MJOR  OF.GAKIZATIQNAL 
ITNITo’  O/  THE  DEPARTMEI^iT  OF 'PUBLIC  WELPmE 


OFFICE  OF  TrIE  SECRETAB.Y 

1 - Administration; 

Plans,  directs  and  coordinates  the  various  activities  of  the 
department. 

Evaluates  effectiveness  of  operations. 

Establishes  standards. 

Formulates  and  secures  concurrence  in  and  adherence  to  admin- 
istrative policies,  practices  and  procedures. 

Prepares  and  presents  departmental  budget. 

Supervises  fiscal  management,  personnel  management,  administra- 
tive controls  and  reporting,  departmental  organization  and  staff 
performance. 

Coordinates  programs  of  staff  development  and  training. 

Directs  and  coordinates  regional  operations. 

Coordinates  functions  of  Commissioners’  offices. 

2 - Program  Development: 

Reports  to  Governor  on  conditions  of  public  ‘welfare  throughout 
the  Commonwealth, 

Evaluates  and  promotes  program  objectives. 

Develops  public  understanding  of  welfare  programs. 

Provides  leadership  in  formulating  concepts,  developing  stand- 
ards and  improving  quality  of  services  rendered. 

Coordinates  program  research, 

3 - Legislative  Relations : 

Maintains  constructive  relationships  with  members  of  the  State 
legislature. 

Analyzes,  interprets  and  presents  the  issues,  costs  and  probable 
effect  of  legislative  proposals  concerned  with  welfare  programs. 
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Develops  legislative  proposals  as  required  for  improving  public 
welfare  services, 

I4  - Public  Relations; 

Confers  x-dth  general  public  and  representatives  of  national, 
state  and  local  official  and  voluntary  organizations  and  agen- 
cies on  various  aspects  of  departmental  activities  and  interests. 

Maintains  effective  relationships  with  members  of  the  press, 
radio  and  television. 

Participates  in  national,  state  and  local  conferences,  meetings 
and  hearings, 

5 - Relations  v/ith  Departmental  Boards,  Committees  and  Commissions; 

Establishes  and  maintains  close  working  relationships  xdth  De- 
partmental Boards,  Committees  and  Commissions. 

Provides  staff  services  for  Departmental  Boards,  Committees  and 
Commissions, 

6 - Federal  Relations: 

Represents  the  Commonwealth  in  receiving  Federal  funds  and  ad- 
ministers Federally -aided  programs  under  the  Department, 


, DEPARTMENTAL  STAFF  TJlv?ITS 
Office  of  Administration 

Assists  in  the  coordination  of  departmental  budget  recommenda- 
tions • 

Assists  in  budgetary  and  financial  planning;  maintains  prescribed 
fiscal  controls;  prepares  reports  of  budgetary  execution. 

Assists  in  the  administration  of  a comprehensive  personnel  pro- 
gram, including  the  maintenance  of  necessary  controls  to  ensxire 
adherence  to  established  policies  and  procedures  governing  per- 
sonnel actions,  and  designed  to  assist  in  the  development  and 
maintenance  of  both  an  effective  staff  of  employes  and  satisfac- 
tory work  relationships  between  the  Department  and  the  onployes. 

Assists  in  organization  and  methods  planning;  consults  with  and 
assists  operating  units  in  the  development  and  issuance  of  pro- 
cedures; conducts  studies  and  surveys  of  organization,  methods, 
procedures,  records,  forms,  office  layout. 

Administers  central  procxirement,  property  management,  and  office 
services  functions. 
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Office  of  Program  Planning^  Research  gnd  Review 

Processes  and  interprets  regular,  recurring  statistical  reports 
on  departmental  program  activities,  orienxed  paniLcularly  toward 
appraisal  of  pi ogram  effectiveness. 

Conducts  special  analytical  research  projects  in  selected  pro- 
gram areas,  in  cooperation  with  Commissioners*  offices. 

Conducts  coordinated  program  planning  and  evaluation. 

Consults  and  assists  operating  units  in  technical  statistical 
and  research  procedures. 

Office  of  Public  Information  ' 

Assists  the  Secretary  and  other  department  officials  in  all 
phases  of  public  relations. 

Assists  in  developing  a public  education  program  including  the 
preparation,  editing,  publication  and  distribution  of  printed 
reports  and  materials  issued  by  the  Department, 


COMISSIOKERS  • OFFICES 


Office  of  Gorranissioner  of  Mental  Health 

Directs  state  mental  health  institutions  and  other  state- 
operated  facilities  for  the  mentally  ill,  mentally  retarded, 
and  epileptic,  and  prepares  plans  for  future  development  of 
these  facilities,  . 


Receives  and  disburses  federal  and  state  subsidies  for  local 
mental  health  programs,  ■ 

Develops  and  supervises  programs  for  •ttie  integration  of  state 
institutions  with  local  communities,  including  after  care  and 
placement  prior  to  final  discharge. 

Prepares  plans,  in  cooperation  x^ith  regional  office,  for  com-* 
muni-ty  mental  health  programs,  and  where  not  state -operated, 
sets  and  enforces  professional  standards  for  such  programs. 

Administers  interstate  program  of  placement  of  mental  patients. 

Develops  and  supervises  programs  for  the  prevention  and  under- 
standing of  mental  illness. 

Establishes  and  enforces  minimum  standards  of  care  for  licensed 
private  facilities. 

Develops  and  supe-rvises  research  projects  in  the  field  of  mental 
illness  and  mental  retardation. 
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Develops  and  ’carries  out  appropriate  programs  of  training  of  pro- 
fessional personnel  in  the  field  of  mental  health, 

ConsTilts  with  the  Advisory  Council  on  Mental  Health, 

Provides  professional  guidance  to  the  regi.onal  organization  for 
the  rendering  of  non-medical  community  services  supportive  to 
the  treatment  of  the  mentally  ill. 

Office  of  ComiTLissioner  of  Public  Assistance 

Provides  professional  direction  for  state  programs  and  paj'inents 
of  financial  aid  to  the  needy,  including:  Old  Age  Assistance, 

Aid  to  Dependent  Children,  Aid  to  the  Blind,  General  Assistance, 
Aid  to  the  Permanently  and  Totally  Disabled, 

Establishes  standards  and  administers  a program  of  payments  for 
the  purchase  of  medical  and  hospital  care  and  treatment  for  per- 
sons receiving  public  assistance. 

Establishes  eligibility  standards  for  financial  assistance  for 
all  programs  of  the  Department  of  Public  Welfare  involving  di- 
rect payments  to  individuals. 

Through  the  regional  offices  supervises  and  audits  performance 
of  County  Boards  of  Public  Assistance. 

Develops  policies  and  procedures  for  appeals  of  applicants  and 
claimants  for  public  assistance. 

Develops  policies  and  ttirough  regional  office  administers  pro- 
cedures in  the  county  offices  for  casework  and  referral  ser- 
vices and  the  utilization  of  community  resources  in  eliminating 
and  alleviating  the  causes  of  dependency. 

Develops  and  supervises  research  projects  in  the  field  of  public 
assistance 0 

Initiates  programs  of  training  professional  personnel  in  Public 
Assistance, 

Office  of  Commissioner  of  Services  to  Children  and  Youth 

A.dministers  state -owned  institutions  and  other  facilities  for 
child  care. 

Through  the  regional  offices  supervises  public  and  private  child 
care  institutions  and  agencies. 

Administers  state  reimbursement  and  grants  to  public  and  private 
child  welfare  agencies. 

Provides  professional  counsel  and  assists  in  organization  and 
development  of  community  child  welfare  services. 
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Develops  prevention  and  rehabilitation  programs  in  the  field  a" 
juvenile  delinquency. 

Supervises  interstate  program  of  child  placemento 

Through  regional  offices  supervises  program  of  licensure  of 
boarding  homes  for  infants  and  children. 

Through  regional  offices  supervises  approval  of  adoption  agencies. 

Establishes  minimum  standards  for  public  and  voluntary  child  care 
agencies  and  institutions. 

Develops  and  supervises  research  projects  in  the  field  of  ser- 
vices to  children  and  youth. 

Initiates  programs  of  training  professional  persormel  in  child- 
ren's services. 

Office  of  the  Gommj.ssioner  of  Services  to  the  Blind 

Develops  programs  for  the  prevention  of  blindness. 

Through  regional  offices  develops  and  supervises  program  for  vo- 
cational rehabilitation  of  blind  and  visually  handicapped,  in- 
cluding administration  of  -Wne  state's  business  enterprises 
program. 

Through  regional  offices  supervises  the  provision  of  direct 
casework  services  for  the  blind,  including  pre-school  counsel- 
ing, home  teaching,  etc. 

Through  regional  offices  supervises  the  distribution  of  talking 
books  and  low  vision  aids. 

Determines  disability  benefits  under  Title  II,  Social  Security 
Act. 

Provides  professional  consultation  and  administers  grants  to 
agencies  involved  in  the  prevention  and  treatment  of  blindness, 
and  rehabilitation  of  the  blind. 

Develops  and  supervises  research  projects  in  the  prevention  and 
treatment  of  blindness  and  rehabilitation  of  the  blind. 

Initiates  programs  of  training  professional  personnel  in  the 
field  of  blindness. 

Office  of  tile  Commissioner  of  Services  to  the  Aging 

Through  regional  offices  licenses  and  supervises  private  and 
public  homes  and  institutions  for  the  aged. 

Administers  program  of  state  aid  to  institutions  for  indigent 
infirm  and  aged. 
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Through  regional  brfices  provides  professional  consultation  and 
assists  in  the  organization  and  development  of  community  services 
for  the  aged. 

Develops  and  supervises  research  projects  in  the  field  of  ser- 
vices for  the  aging. 

Initiates  programs  for  the  training  of  professional  personnel 
in  services  for  the  aging. 

Office  of  Coimrissioner  of  Medical,  Surgical^  and  Special  Hospitals 

Supervises  state-ovmed  general  hospitals  (state  hospitals 
operate  under  administrative  boards). 

Through,  regional  offices  licenses  and/or  supervises  private  and 
public  hospitals. 

Administers  state  responsibilities  under  Hill -Burton  Act, 

Administers  present  prograri  of  state  aid  to  hospitals  for  the 
care  of  the  indigent  sick. 


REGIONAL  OF^ICH;  j-lW.) 

Represents  the  Department  in  a specific  regi.on  of  Commonwealth. 

Coordinates  and  administers  .all  programs  of  the  Department  not 
othenrise  assigned  to  the  Commissioners, 

Reports  to  Hscretary’s  off ice  on  plans,  progress  and  problems 
in  region. 

Evaluates  organisation  of  community  welfare  programs  and  services 
in  region. 

Assists  in  improving  and  strengthening  organization  of  community 
welfare  programs  and  services  in  region. 

Consults  with  appropriate  Commissioners'  offices  regarding 
specific  aspects  of  nrogram  as  need  arises. 

Makes  available  to  local  offices  professional  consultant  staff. 

Plans  and  convenes  staff  meetings  for  regional  departmental 
personnel. 

Develops  and  maintains  constructive  relationships  with  local 
public  and  voluntary  welfare  agencies  in  region. 


- 20 


0 

0 

1 

c 

0 

P 

0 

P 

P 

p 

0 

0 

9 

P 

•H 

G 

0 

0 

b 

fP 

0 

0 

> 

0 

O 

X 

o 

o 

p 

p 

p 

0 

p 

X 

X 

o 

G 

p 

p 

P 

p 

0 

X 

o 

tc 

G 

p 

0 

p 

0 

p 

s 

0 

o 

P 

Ph 

c 

0 

0 

o 

P 

(p 

rH 

0> 

0 

0 

p 

:s 

p 

p 

p 

0 

•H 

o 

p 

E 

G 

E 

0 

M 

o 

p 

o 

0 

£ 

0 

1 

0 0 

0 

P X ~ 

P 

O X c p 

0 

•H  P 0 0 

1 

P 

HP  C 

0 

1 

0^00 

p 

Ph  E 

0 

X 

p 

E 

to  0 0 

P 

0 

p 

0 

o 

0 C p 0 

0 

X 

•H 

p 

CO 

X P top 

P 

:s 

0 

P p O E 

0 

c; 

•H 

c 

^ 0 P E 

•H 

0 

0 

G 

p 

0 C Ph  O 

P -H  O 

C 

o 

P 

P 

0 

c 

CO 

E 

E 

0 X H 

E 

}R 

CD 

Eh 

X 

0 

P P 0 X 

X 

0 

•H 

o 

0 

0 O G P 

• 0 

P 

H 

M 

O O -H 

to 

P 

Eh 

X 

o 

X 0 *H  :s 

X 

o 

E 

Eh 

c 

p 

p to 

c 

p 

o 

p 

0 

pH 

•H  O tXO 

0 P C 

0 

Ph 

o 

X 

0 

P 

C P 

0 

H 

c 

«0 

N 

0 

0 0 X P 

0 

•H 

•H 

G 

0 H 0 H 

•H 

C 

o 

C 

o 

C P-P  G 

P 

C 

O 

0 

M 

0 

0 0 0 

P 

0 

•H 

0 

o 

to 

to 

•H  X H C 

0 

to 

to 

o 

W 

p 

0 

H C 0 O 

P 

p 

0 

p 

p: 

o 

P 

Ph  0 P O 

ti 

o 

P 

> 

1 

0 

U3 

\ 

1 

O 

0) 

X 

1 

0 

•a 

0 

c 

•H 

c 

> 

X 

0 

0 

0 

0 

O 

0 

p 

p 

iH 

r- 

p 

0 

•H 

0 p 

•H 

p 

> 

1 

0 

o 

c 

G 

O H 

iH 

X 

o 

o 

CO  C 

c 

o 

•H 

C P,  O 

p 

0 

p 

•H  *H 

cij 

o 

X 

p 

'i 

0 E 

Ph 

•H 

P.  X CD 

0 

p 

0 

to 

P O 

> 

0 

p 

X 

0 

p 

0 

0 

0 O 

0 

> 

cG  C 

c; 

p 

0 

0 

p 

•H 

X 

P 

•H 

0 

0 *H 

4-* 

0 

p 

H 

P 

0 P 

•H 

H 

P 

P 

C 0 

CT. 

X 

£ 

0 

c 

o 

0 O 

:2 

G 

0 

0 

P E 

c 

E 

P 

•H 

0 

0 P 

0 

0 

S 

c 

•H 

;r^ 

0 

o 

X 

Ph 

p 

C 

o 

to  •»H 

% 

p 

o 

0 

P 

0 

>i  C 

0 

O 

CO 

p 

0 0 

0 

+' 

•H 

c 

P o 

P 

o 

0 

p 0 

r^ 

0 

12 

•H 

C P 

0 

q 

0 

O 

X 

P 

c 

G to 

• r 

p 

P P 

0 

P 

? 

p 

X 

0 

0 

X 

G 

O 0 
O P 

X 

0 

0 

X 

^ 1 

£ p 
p p 

to 

p 

O 

0 

> 

p 

0 

o 

o 

0 

o 

P 

Es  G 

o 

0 

o 

0 

c 

G 

c 

o 

> 

0 

X P 

p 

X 

c 

0 p 

0 

p 

o 

P 

0 

Ph 

c 

o 

o 

P G 

x; 

p 

p 

0 

P 

C 0 

Ph 

0 

p 

P 0 

•P 

PhH 

• *N 

0 

> 

O 0 

0 

p 

p 

P E 

0 

G 

P 

•H  O 

0 

p 

0 

H 0 

0 

0 

P -H 

X 

o 

0 

P 0 

*“ 

X 

C 

CTi 

P 

& 

0 P 

p 

X 

Ph 

•H 

O P 

c 

•H 

o 

-p 

o 

G 

P P 

•H 

c 

0 

P 

0 G 

0 

:s 

o 

CO 

S 

CO 

P o 

t2 

0 

p 

•H 

P X 

Cf- 

pH 

Ph 


s 

M 

< 

tSJ 

M 

s 

c*. 

Q 

B 

o 

§ 


CO 

w 

M 

E- 


PQ 

M 

CO 

O 

Ph 

CO 

w 

0^ 

P- 

o 

s 

o 

M 

&-< 

< 

o 

o 

hP 

hP 

< 


pH 


pH 

PI 

p-s* 

o 

M 

i-q 

g 

Ph 

Ph 

o 

E-< 

W 

fct-H 

§ 

s 

tp 

K 

e-H 


CO 

fP 

c- 

M 

li 

O 

Ow 

CO 


o 

t-i 

CO, 

CO 


o 

o 


PI 

o 

M 

ptH 

P 

0 

CO 

1 

CO 


0 

0 

P 

0 

0 

X 

0 

0 

P 

•»\  X 

d 

X *H 

0 

C 0 

0 p 

> 

1 

C O •»> 

‘X 

0 0 

E 0 

o 

P 

0 P 0 

0 X 

p 

• •h  0 

H E 

^ 0 

b)  0 

Ph 

02  P 

C G 

E>  P ‘H 
■b  pH  0 

0 

o 

0 0 
PhP 

O P 

• rs 

O "H 

P P 

G 

o 

- 

P 0 

H 0 O 

P c 

c 

to  G 

•H  E 

0 0 

0 

1 

•H 

02  O 

X *H  0 

p 

P M 

U 

0 

X P 

C 

P P 

P P O 

o 

0 0 

!>s 

0 

0) 

0 

a s 

•H 

to  0 c 

p 

•H 

0 

P 

p p 

0 O O 

0 |S 

0 

O 02 

•H  p 0 

p 

G H 

0 

0 

2 

C X P p 

0 

P 

P 0 

H P P 

0 

•H  0 

> 

P 

G 

•n 

•H  P 

0 0 

P 

d 

0 0 0 

Ph 

£ P 

'H 

0 

H 

!>  G P 

0 cd 

C P 

X 02 

P 

P 

0 

P 

o o o 

•H  O 

1 — 1 

O *H 

**  C 0 

X 

0 X 

O 

o 

E 

O 

P ‘H 

o 

0 

•H  > 

0 P 0 

H 

0 

0 

0 

0 

P 

OhP  h 

•H  0 

c 

P -H 

G E ccJ 

0 

X El 

•pco 

0 0 

H P> 

o 

0 P 

G 

0 X 

•H 

e 

X 

X 

0 

»*>p  c 

O -rH 

•H 

P 0 

O 

H 0 P 

P 

0 

o 

p 

a 

O 

(-H 

r^d  9 

PhP 

0 

H 0 

P 

Ph  -H 

P 

0 *+H 

n 

•H  CO 

:s  r 

® nj 
-P  rH 
ffl  Ph 
-P 

CO  ‘^ 
CO 

pH  E 

O cc' 

I — I P 

0)  to 
P o 
OJ  P 
Q Ph 


cc3  •(-■.  CO  d’l 

;s  s E p p 

P P P O p 

•H  o c o 

!>  «H  Cm 


0 


H H 13 

P C c3  cti 

a ' 


p c 


r"  ^ iH 
CTj  CT5 

> .C 

o o 

P -H 
Ph  Ci2 
Ph  P 
P P 


H-S  r? 

CT<  0 CC 

C C/2  +5 
O 0 0 
H 'Pi  P 
MOO 
0 P 0 
P PhCO 


0)  . 

ci3  -P  -P 
P rt  hH 
P O C > 
M *H  'H  -H 
O M Xi  -t-5 
P 0 P O 
Oh  P O 0 


0 

r-! 

Ct3 

X 

'd 

K 

•H 

X 

c 

M 

O 

-P 

0 

0 

o 

0 

CO 

•p 

b 

0 

p 

•r ! 

Q 


0 P 
X -P 
'H  0 

^ •'i 

0 p 
-P  -H 

0 _y 

P X 
W 0 

P,  Ph 
O O 
r-l  (H 
0 0 
> t» 
0 0 
Q X 


0 « 
ip  C 
o o 
P c 
Ph 


p 

O 

0 

X 

c 

o 


H 0 
0 C 

■H  P 
M O 
0 O 
P O 


O 0 
P 
X o 
C S-. 
0 Ph 


P 0 
0 C 
P o 

H -H 
0 to 
> 0 
0 P 


X 

c 

0 

m 

0 

■H 

O 

•H 

rH 

O 

Ph 

0 

X 

•H 

:s 

0 

0 

P 

W 

0 

> 

o 

p 

Ph 

■a; 


o 

p 


t 

o 


I 


P *H 
W Ph 
0 I *H 
> P P 
•H  0 O 
•P  P 0 

0 c 

0 -H  «H 
P 0 

is  § 

H 

M 
0 

V 

p 

0 

X O P 

c c 

« »•.  .H 
P 

CO  G X 
E 02  C 
0 E 0 
P 0 

S 

o .a,  0 
E P 


0 
-P 

ctf 

0>  G 
P -H 
CO  X 
w p 
•H  O 
O 


Pn'f^  to  P 


- 21  - 


0 

p 

0 

P 

X 

•H 

X 

G 


0 
P 

0 

P 

C 

0 

1 

0 

Ah 

0 

O 

G 

j-j 

cq 

•H 

C/2 

0 

•0 


0 0 
X X 
•H  P 
??  0 
0 X 
p c 
0 0 
P P 
0 0 

'PhP 
O -H 
P 'P 
0 0 
> G 
0 0 
Q X 


5 o 
0 0 
Ph 

•'>  0 

0 c 

X P 
p 

0 X 
X G 
C 0 
0 

P S 
0 0 

c 

C 0 
0 P 


p 
0 
Ph  0 
P -H 
0 


H 0 
12  P 
O 

C 0 
O CO 
0' 


c 

0 p 
H 0 
0 P 
0 c 
Ph  P 
P,  0 
cd  E 


X 
0 
P 
0 
to 
0 
I — I 
0 
X 


I 

p 

0 

p 

c 

p 


O 0 
PhP 

-s 

0 p 
G X 
0 P 
r-l  O 
Ph  O 
O 

0 

X3  *•' 
P 0 
5 X 
0 p 
P id 
0 X 
P G 

0 ^ 
0 0 
> 

O ^ 
P fo 
Ph  0 

Ph-/H 

o 


p 

;s 


c 
. o 

p 0 
0 0 
C P 
O H 

5o  p 
0 0 

V g 

0 'H  0 
p 
C 
P 


C 
H 

X p 


C 

0 

e 

0 

P 


0 

P 

o 

G 

0 

to 

0 


c 

p 
0 

E P 
0 
p 

to  0 cy 
O 0 X 
P P 0 
PhP  (P 


SECRETARY'S  OFFICE  COMMISSIONERS > OFFICES  REGIONAL  OFFICES 


+3 

C 

(1) 

s 

0) 

CtJ 

C 

S 

iH 

cii 

C 

0 
•H 
-P 

B 

•H  i 

-P 

W 

C 

M 

Xi 

<D 

C 

:s 

o 

1 

<D 

■P 

nJ 

CO 


CO 

t. 

<u 


p 

G 

hG 

E 

t 

,G 

O 

•P 

•4-5 

rt 

•4-“ 

•rl 

33 

P 

03  -H 

1 

P 

r”. 

•H 

C„ 

-P 

O 

C 3: 

-P 

c 

P 

CcC  03 

P 

P 

•H 

P,  P 

rt 

0 

•rl 

P P 

o 

0 

0 

•H 

1-^ 

05 

P 

H 

p 

P 

-p 

rt  0 

p 

-p 

<H  •*' 

> 

03 

r: 

P 

(35 

rt 

•'  P 

P. 

• r\ 

•rl 

c 

a. 

0 

p 

O C 

»H 

P 

V" 

T3 

G 

•H 

0 0 

P 

P 

IS 

•'  o 

rH 

0 

o 

bJ 

rt 

C 

O 

O 

C G 

0 

■P 

P -H 

0 

o 

G -H 

t.' 

p 

c 

•H 

♦H 

o o 

-P 

G 

0 

P P 

P 

•r' 

O Cc. 

•% 

P 

rt 

rt 

t'5 

c 

•H  tH 

G 

rt 

0 

P P 

•H 

•H  0 

p 

p 

o 

•rH 

P 

•rl 

-P  P 

•rH 

0 

G 

rt  *H 

c 

p 

•P  P 

G 

C-f 

•p 

rH 

p 

•rl 

rt  CO 

•H 

rt 

P E 

3 

•P 

0 

O 

O 

P< 

0 

0 

0 •H 

rH 

•H 

c g 

« 

p 

<35  C 

•ri 

p 

o 

> 

■<H  E 

w 

p. 

r-H 

rt  o 

g 

a-H 

-P 

is 

c 

o 

•H 

O 

•rl 

P g 

G 

p. 

a+H  O 

o 

rH 

P 

rt 

0 

o 

o 

-P 

C3 

bO 

a o 

O 

rt 

e 

p 

o 

P 

0 

rt 

C 

G P 
•H  G 

C5 

•r! 

•rl 

> 

•rH 

-P 

p 

O 

G 

O 

P 

ao 

rt 

•rt 

•P 

o 

O 

0 

t>.J^ 

.2^ 

O 

o 

O 

rH 

0 

rt 

o 

■P 

rH 

rH 

o 

rt 

■p 

P 

t! 

•H 

0 -H 

9^ 

P 

03 

G 

rt 

Hh  H-5 

p 

P 

•pH  P 

rt 

-P 

P -P 

p-t 

C 

O 

P 

o 

p 

o 

P 0 

c 

p 

rt 

rH 

0 

-p 

■H 

P) 

0 

p 

Q) 

=H 

•H  P 

•H 

0 

•P 

rt 

e: 

o 

■+i 

G 

P 

> 

is  P 

g 

rt 

P P 

03 

P 

•rl 

p T-i 

© 

•H 

e 

0 

rt 

•H 

0 

•H 

0 rt 

« 

V-i^ 

p 

•P 

•H  0 

P 

4-> 

(|>  -P' 

> 

*4-- 

o 

Ph»H  Xy 

•H 

0 

•H  |5 

o 

bD 

o 

bO  3 

O 

03 

P 

p.  P 

•rl 

•H 

o 

C5 

o 

G 

0 

o 

l>  P 

o 

o 

0 

•H  cr 

o 

G 

c 

3 G 

© 

G 

a 

C 

•H 

•r-1 

r-H 

>-4 

0 

0 o 

0 

p 

P.P  0 

o 

rt 

•H 

CO  •H 

U 

•.H 

t.. 

•H 

> 

«M 

0 

Pi 

P «H 

p 

a p 

0 p 

b£^ 

C 

•H 


•“'•n 
CO  -P 


O P -P 
C 
H 


•iH  C-'i 
TD 


a 

S r 

p 

‘ 

a 

rt 

o 

rt  P 0 

G 

o rt 

03 

p 

p *rH  P 

•H 

p p 

05 

0 

W)  P rt 

1 

0 G 

0 

> 

O P C 

C 

> rt 

O 

0 

P G "H 

O 

G 

0 P 

P 

& 

a -rl  P 

o 

CO  p 

•H 

•.H 

1 p 

•1-^ 

1 

p p 

P 

is  o e 

ci 

G 0 

0 

0 0 rt 

M 

rt  P 

•rl 

•H  P 

G 

P 

0 

t>  •*'  bD 

0 

P -H 

0 

•H 

0 0 O 

P 

0 

•ri 

1—1 

POP 

rt 

•H  P 

P 

O 

G a 

> 

0 P 

'n 

a 

••N  rt 

•H 

•rH  rt 

> 

p e p 

p 

1 — i 

•rH 

p 

p P rt 

CP 

O 0 

P 

rt 

P p G 

a+^ 

0 

C 

rt  'H  o 

p 

rt 

rt 

o 

P P •H 

G 

ro,  c: 

P -H 

•H 

G 0 -P 

rt 

>» 

P 

rt  a 3 

o p 

p 

3 

p p 

o 

p p 

o 

p 

W 0 tH 

•rH 

CO  O 

p 

•H 

> P 

rH 

r-.  O 

rt 

4-> 

•P  P P 

P 

o 

3 O 

rH 

P 

C P G 

0 

a 

b;D 

M 

P- 

G 

rt  rt  -rH 

0 

0)  or. 

bO 

•rH 

p 

P 

P P 

0 

p p 0 

> 

Pi 

P 

P 

0 

S P P 

P 

o 

0 P 

> 

rt  tH  rt 

0 

>■  rt 

O 

P C G 

P 

c 

o P 

P 

bi)  •rH  •rl 

o 

. P G 

C 

a 

O S P 
P P P 

P 

C 

0 

bO 

«=u 

G-(  rt  o 

rt 

rt 

•rt  P 

rt 

p 

uo 

0 

cd 

CO 
0 0? 
s-  G 

•H 
Cm 


> 

•H 

tcO 


O c1 

•H  I— ) 

P>  O P 
0}  *H  0 
O f> 


CO 


rP  ,CJ  0 
a. cj 

Cli  -H  ’H 
flj 


T) 


0 

c 

1 

0) 

0 

rt 

p 

(/I 

G 

0 

o P 

b3 

c: 

CO 

rt 

p 

r0> 

O 0 

G 

0) 

H 

05 

C 

■F 

03 

0 p 

•H 

o 

P 

05 

o 

•H 

S 

» rt 

P 

•H 

•rH 

•H 

P 

rt 

*•%  4^ 

CO  p 

G 

rH 

P 

•rl  5 

p G 

P 

P 

0 0 

0 

o 

rt 

P P 

G 0 

G 

0 

0 bl 

0 

0 

O 

0 

P 

p 

•rl  *rl 

0 

o e 

rt 

P 

•ri 

fbi  ^ 

•r ' 

V 

P 

•rH 

:.\0  bJD 

•r+ 

•H  P, 

cq 

> P 

P *H 

P 

0 

0 

p 

•rH  0 

P c? 

p 

■ri 

,C,  0 

O P 

rH 

0 

03 

cc 

1 — 1 P 

0 

rt  a 

0 

C 

0 PP 

P rt 

03 

a 

p 

P 

G 

0 

P 

0 

•rH 

•rl 

P P 

rt  P 

G 

r* 

o 

O 

t-i 

P 

•H  0 

0 

F. 

o 

iH  -P 

rt 

o 

■V-i 

<N  O 

P 

P 3 

•rl 

(>= 

CO 

p 

,Y- 

d 

0 

P 

rt 

a p 

rH 

rt 

bO-H 

C 

r^P 

1 

0 

G 

p 

0 P 

C 

A p 

O 

c3  p 

0 G 

o 

rt 

rt 

•rl  ‘* 

•H 

rt  .H 

CU  P 

P "H 

p 

P -rl 

•H 

'C3 

t> 

O ^ 

p 

G 

p.  rs 

c 

j-”' 

r*» 

00 

P 

•H 

•H  P 

o3 

P 

0 

•rl 

o 

d '5 

0 

J 

rt 

0 

f — 1 

P 

r— 1 rt 

0 

C 05 

rt 

y fd 

p 

cti  as 

0 

0 

rt 

CP 

O P 

> 

rt  p 

G 

0 

G crj 

a 

G 

P. 

3 

0 

•H 

0 

a 0 

•rl 

rt 

O 

p 

rt  G 

o a 

05 

M 

P 

Sr 

03 

p 

bC 

p .0 

•H 

•rl 

O 

p 

•H  O 

PI 

P 

ri 

P-t 

G 

0 

P 

> 

P "iH 

rt 

P P 

•H 

OJ 

P 

G 

rt 

rt 

p 0 

•»» 

•rl  a 

3 

P 

G -H 

G 

rt  0 

•H 

•rl 

g CO 

P 

rt  rt 

P 

0 

rt  3 

O 

P t> 

P 

> 

G 

P 

0 

c6 

ClJ 

rH 

•iH 

a 

-P 

•H 

•H  0 

,o 

© 

O 

rt 

•H 

P P 

> 

O p 

P 

p -in 

P 

4^  ^ 

ch 

p 

p 

•rl 

a.) 

P 

bi)  p 

O 

G 

P 

p 

G P 

Ou 

c 

P 

rp 

rQ. 

O Ph 

P 

O rt 

P-. 

O 

+3 

-P 

c 

0 

0 

w 

•H 

0 

■vJ 

T3 

G 

ct5 

W 

0) 

•H 

03 

CO 

Ch 

o 

G 

? 

:;si 

oj' 

w 

•H 

C 

•rl 

-I 


T5 
D,  P 
O 0 
H 03 
0 C 
0 

0 -P 

O 0 


CU-P 

. 

rt  iH 

(3 


w 

G 

e o 

as 


0 p» 

> o 

•H  P Jh 
-Part 
rt  a 

rH  rt 


rl 
O P 


•H 

G 

cr 


0 0 
rC  G 


rt  I 
p 

w 0 
0 -P 
•H  C 
O *H 
•rl 

rH  0 

0 -P 
a rt 

G 

P ^ 

1 ^ 

W O 

o 

P •»'  o 
a p p 
03  p. 
0 P 
> rt 
O 03 
PC., 
a rt  0 
a-p  cxo 
•rt  w rt 


6 

rt 

P 

cxo 


o 

G 


- 22  - 


PHAS3  II 

Policies  and  Programs  Needed 
To  Complete  the  Kerg~er 
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Int.roduction  to  Phase  II 


The  matters  discussed  in  this  section  of  the  Report  are,  in 
general,  those  in  which  the  Committee  is  recommending  changes  in  practice 
in  the  two  former  separate  departments.  The  Committee  feels  that  the 
changes  suggested  are  necessary  to  complete  the  administrative  merger 
outlined  in  Phase  I of  this  reports. 
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POLICIES  AI^D  FRCGRM'S 


The  matters  discussed  in  ttiis  section  of  the  report  are,  in 
general,  those  in  which  the  Committee , is  recommending  changes  from 
practices  of  the  two  former  Departments.  Policies  and  programs  not 
mentioned  in  this  section  are  either  those  in  which  the  Committee  does 
not  have  substantive  recommendations  for  change  or  those  whose  evaluation 
would  require  more  time  than  was  available  to  the  Committee. 

A.  PDfaSOMEL 

The  Department  of  Public  Welfare  is  the  primary  agency  of  the 
State  government  concerned  with  the  social  welfare  and  financial  needs 
of  the  people  of  Pennsylvania.  The  Department’s  programs  directly 
affect  the  lives  and  well-being  of  h^mdreds  of  thousands  of  indi-/id’aals 
and  their  families.  The  problem.s  of  mental  health,  of  economic  need, 
of  family  disorganization,  of  child  care  and  delinquency,  of  old  age, 
and  of  physical  handicaps  in  mooern  society'-  are  extremely  complex  and 
the  solutions  to  these  problems  are  so  difficult,  and  often  so  technical, 
that  only  the  best  qualified  personnel  can  cope  with  them. 

The  Department  of  Public  Welfare  is  one  of  the  largest  agencies 
of  the  Sta.te  government.  The  costs  of  its  operations  are  so  great  that 
the  effectiveness  of  its  personnel  are  major  factors  in  ensuring  the  best 
use  of  the  State  tax  dollar. 

The  connection  beti/een  the  programs  of  the  Departm^ent  and  the 
lives  of  the  many  people  that  the  Department  serves,  is  sc  intimate  that 
selection  and  retention  of  personnel  to  conduct  those  programs  must  be 
independent  of  all  considerations  except  ability  to  do  the  job  and 
satisfactory  performance  on  the  job. 

The  Committee,  therefore,  recommends  a merit  system  of  per- 
sonnel admiriistration  for  all  positions  in  the  Department  of  Public 
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Welfare,  with  the  exception  of  the  Secretary  and  his  principal  aides  as 
defined  in  item  6 of  "Merger  Concepts  and  Principles",  above*  HowsTfer, 
the  size  of  the  Department,  'che  varieties  of  personnel  needed,  and  geo- 
graphical decentralization  of  operations  require  that  merit  system 
procedures  be  specially  adapted  to  the  needs  of  the  Department*  More 
specifically  the  Committee  recommends; 

Is  All  positions  in  the  Central,  or  Harrisbiorg  Office  and  in  the 
Regional  Offices,  including  all  field  personnel  whose  headquarters  are 
in  these  offices,  who  are  not  covered  by  civil  service,  should  be  covered 
by  a merit  system  under  the  jurisdiction  of  the  State  Civil  Service  Com- 
mission* The  Commission  should  modify  its  usual  practices  so  as  to  ex- 
pedite selection  and  appointment  of  people  with  scarce  and  important 
skills  by  such  devices  as  unassembled  examinations* 

2«  Positions  presently  covered  by  a merit  system  should  so  con- 
tinue but  institutional  positions  not  now  under  a merit  system  should 
be  brought  under  a special  merit  system  administered  by  the  Department 
of  Public  Welfare  with  a maximum  of  decentralization.  The  Committee 
offers  the  following  set  of  principles  for  such  a system. 

(a)  Employment  - Employment  shall  be  on  the  basis  of  possession 
of  at  least  minimum  qualifications  as  set  forth  in  the 
individual  job  specifications.  Promotions  shall  be 

based  upon  qualifications,  performance  on  the  job  and, 
where  other  things  are  equal,  length  of  service.  , 

(b)  Tenure  - Each  newly  appointed  or  promoted  anployee  shall 
serve  a six-month  probationary  period  during  viiich  he 
may  be  raraoved,  or  returned  to  his  previous  job,  at 

the  pleasure  of  the  appointing  officer.  Thereafter,  he 
may  be  discharged  only  for  cause  and  must  be  given  a 
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statement  in  xirriting  of  the  reasons  for  discharge;  such 
discharges  may  be  appealed  to  a special  Eeview  Board  to 
be  estab]ished  by  the  State  Civil  Service  Commissiono 
(c)  Transition  ~ Employees  in  positions  to  be  affected  by 

this  system  should  be  given  six  months  advance  notice  of 
the  change, 

B.  FISCAL 

The  present  pattern  of  state  subsidies  to  a variety  of  private 
agencies  and  institutions  is  inequitable  and  illogical  under  current 
conditions  V The  Committee  endorses  the  principle  that  all  moneys  raised 
by  taxation  and  appropriated  for  the  benefit  of  individuals  vjho  need 
help  from  1±ie  State  should  be  under  continuing  control  of  public  authority. 
The  Committee^  iiierefore,  recoirinends: 

1,  Direct  appropriations  hj  the  Legislature  to  private  agencies 
and  institutions  should  be  discontinued.  Where  it  is  desirable  for  the 
State  to  participate  financially  in  services  rendered  by  private  agencies 
and  institutions,  the  money  should  be  appropriated  to  the  Department  of 
Public  Welfare  either  for  direct  purchase  of  such  services  for  individuals, 
or  for  a system  of  subsidies  and  reimbursements  to  local  public  agencies, 
such  as  County  Institution  Districts,  meeting  established  standards, 
under  uniform  formulae  stated  in  law, 

2,  To  implement  the  above  and  to  take  full  advantage  of  Federal 
aid,  funds  now  appropriated  as  "state -aid"  to  hospitals  should  be  ap- 
propriated to  the  Department  of  Public  Welfare  for  the  purchase  of  hospital 
care  as  public  assistance.  Included  in  this  purchase  of  care  program 
should  be  hospital  care  provided  by  local  public  hospitals  as  well  as 

by  voluntary  hospitals,  and  care  provided  the  "medically  needy"  (persons 
who  have  sufficient  resources  for  their  ordinary  expenses  but  not  enough 
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■fco  pay  for  hospital  care)  as  viell  as  care  provided  the  ''needy'*  (persons 
receiving  public  assistance  grants After  the  transfer  of  the  10 
state "’OT-med  general  hospitals,  in  accordance  with  the  recommendations  in 
C below,  the  funds  now  appropriated  for  the  maintenance  of  the  state -owned 
hospitals  should  also  be  appropriated  to  the  Department  for  the  purchase 
of  care  in  public  and  private  hospitals.  The  basic  elements  of  this 
plan  are : . 

a.  The  appropriation  should  be  a lump  sum  to  the  Department 
without  designation  of  individual  hospitals. 

b.  The  Department  should  determine  the  financial  eligibility  ; 
of  persons  for  free  or  part  free  hospital  care.  This 
determination  should  be  made  by  tlie  staff  administering 
public  assistance  under  regulations  providing  that  (1) 
all  persons  receiving  public  assistance  money  grants  shall 
be  eligible  for  hospital  care  paid  by  the  Departraent,  and 
(2)  that  persons  not  receiving  public  assistance  money 

s 

grants  shall  be  eligible  to  the  extent  that  their  re- 
sources are  inadequate  to  pay  for  hospital  care  in  addition 
to  the  cost  of  a decent  standard  of  living, 

c.  The  program  should  include  all  hospitals  meeting  established 
standards  and  should  provide  as  much  freedom  to  the  hospitals 
as  is  consistent  with  obtaining  maximum  Federal  funds. 

3.  Emergency  hospital  care,  out-patient  care,  and  clinic  care  should 
be  paid  for  by  tiie  Department  in  the  same  x^ay  as  bed-patient  care. 

C.  HOSPITALS  AND  MEDICAL  SERVICES 

The  potential  benefits  of  integrating  the  general  hospital  and 
medical  service  prograi’is  of  the  former  Departments  of  Welfare  and  Public 
Assistance,  are  among  the  most  important  results  of  the  merger.  Formerly 
the  medical  programs  of  the  tx«70  departments  had  little  relationship  to 
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each  others  The  adv.irtces  of  modern  medicine  have  resulted  in  a steadily 
increasing  use  of  elaborate  and  e:5)ensive  facilities  and  equipment  avail- 
able only  in  hospitals « Medical  care  is  becoming  more  and  more  expensive 
and  state  expenditures  are  higher  year  by  year<>  Fiorthermore,  the  merger 
itself  makes  possible  changes  often  proposed  before. 

The  Committee  recommends; 

1*  The  ten  state-owned  general  hospitals  should  be  transferred  to 
local  ownership  no  later  than  July  1,  1963,  Administration  of  these 
hospitals  should  remain  in  the  Department  of  Public  Welfare  until  this 
transfer  is  made.  The  following  considerations  should  govern  this  traiisfer: 

a.  The  local  ownership  may  bo  public,  non-profit  or  proprietary, 
whichever  best  fits  the  local  situation.  The  terms  of  the 
transfer  should  be  individually  determined  for  each  hospitalo 

b.  Arrangements  for  the  transfers  should  be  worked  out  by 
state -financed  coimimity  hospital  surveys  by  competent, 
disinterested  persons  so  as  to  determine  the  best  ways  and 
means.  The  Committee  has  noted  with  approval  a pioneering 
surve^r  of  this  sort  already  made  concerning  the  Scranton 
State  Hospital, 

c.  The  Legislature  should  provide  interim  financing  for  the 
hospitals  during  the  transfer . After  the  transfer  the 
Department  should  purchase  care  for  individuals  from  these 
hospitals  as  provided  in  B,  above. 

d.  Present  rights  of  employees  in  these  hospitals  for  re- 
tirement benefits  should  be  preserved. 

2,  Responsibility  for  determination  of  ability  of  patients  in  all 
Department  of  Public  Welfare  institutions  to  pay  for  services  should 
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be  transferred  from  the  Department  of  Revenue  to  the  Department  of  Public 
Welfareo  The  possibility  of  designating  employees  of  the  Department  of 
P^iblic  Welfare  as  Revenue  Agents  for  the  Department  of  Revenue  for  the 
purpose  of  collecting  fees  from  patients  should  also  be  considered  in 
the  interest  of  economy, 

3,  Public  and  non»profit  hospitals  and  nursing  homes  should  .be 
licensed  in  the  same  way  as  prop.rietain?-  hospitals  and  nursing  homes  so 

that  uniform  standards  may  be  applied  to  all  hospitals  and  to  all  nursing 
homes « 

I:.  Licensing  standards  should  be  kept  simple  and  should  be  based  on 
the  standards  of  recognised  national  organizations  that  have  established 
such  standards, 

3,  Consultative  services  should  be  offered  in  connection  mth 
inspection  and  licensing. 

6,  The  hospital  sui-vey  and  construction  program^  as  well  as  the 
licensing  of  hospitals  and  nursing  homes  should  remain  in  the  Department 
of  Public  Welfare, 

7.  Public  assistance  payments  for  medical  care  (including  nursing 
home  care)  should  be  increased  to  recognize  actual  costs  of  adequate 
care.  A program  of  payment  for  care  of  patients  in  their  own  homes 
should  be  instituted  as  part  of  the  public  assistance  program.  If  this 
is  done  additional  Federal  funds  ^^ill  be  available.  Home  medical  care 
and  homemaker  programs  can  substantially  reduce  hospital  costs, 

D,  BOARDS,  COMITTSES  AND  CGi-MI3SI0NS 

Boards,  committees  and  commissions  constitute  an  important  part 
of  the  structure  of  the  Department  of  Public  Welfare.  Most  of  these 
bodies  have  been  established  from  time  to  time  for  a particular  purpose, 
often  without  regard  to  existing  similar  groups.  Some  are  advisory,  some 
administrative  and  some  are  regulatory;  some  are  appointed  by  the 
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Department,  some  by  the  Governor  vdthout  Senate  confinaation,  and  some  by 
the  Governor  with  Senate  confirmation.  The  responsibilities  of  some  of 
these  groups  are  limited  to  a geographical  area,  some  to  an  individual 
institution,  and  some  to  a particular  program  v/ithin  a major  function 
while  others  have  responsibilities  covering  all  aspects  of  a major  func- 
tion, or  even  all  programs  of  the  Department. 

Since  many  of  these  boards,  committees  and  commissions  were 
created  by  legislation  which  was  not  specifically  amended  by  the  law 
creating  the  Department  of  Public  Welfare  and  because  the  arrangement  of 
boards  considered  advisable  by  the  Committee  will  involve  major  changes  in 
administration,  the  Committee  considered  the  status  of  these  groups 
separately  from  its  proposals  on  organization  of  the  Department  which 
are  discussed  in  Phase  I of  this  report. 

The  Committee  is  of  the  opinion  that  boards  should  nornally  be 
free  of  administrative  responsibilities.  This  is  particularly  tirue  of 
part-time  groups  such  as  those  in  the  Department  of  Public  Welfare;  most 
boards  in  the  Department  meet  monthly  or  less  often.  Administrative 
responsibilities  shou2.d  be  confined  to  the  full-time  paid  staff  of  the 
Department  who  are  accountable  to  the  Secretary  of  the  Department  and 
through  the  Secretary  to  the  Governor. 

The  Committee  believes  that  there  is  immense  value  in  citizen 
participation  5.n  the  programs  of  the  Department  of  Public  V/elfare  in  an 
advisory  and  consultative  role.  There  is  no  more  effective  way  of  in- 
suring that  these  programs  are  responsive  to  the  needs  of  the  people  of 
Pennsylvania  while  retaining  administrative  authority  in  the  full-time 
p)aid  staff  respionsible  through  channels,  to  the  highest  elected  official 
of  the  Commonwealth. 

The  Committee  reebmmends, 

1.,  Boards  of  Trustees  of  the  10  3ta.te-ovjned  general  hospitals  should 
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remain  administrative  boards  until  the  transfer  to  local  ovvnership 
recommended  in  C.  above.  Similarly  the  duties  of  County  Boards 
of  Assistance  should  not  be  changed  pending  the  development  of  a 
local  welfare  administrative  structure  as  provided  in  F.  below. 

The  responsibilities  of  the  Boards  of  Trustees  of  the  Eastern 
Pennsylvania  Psychiatric  Institute j and  of  institutions  not 
mentioned  above  are  appropriate  to  their  fiinctions  and  require 
no  change. 

2d  All  other  boards,  committees  and  commissions  in  the  Department 
should  be  abolished  and  replaced  by  one  State  Board  of  Public 
Welfare  and  Departmental  Advisory  Committees. 

3.  The  composition  and  duties  of  the  State  Board  of  Public  Welfare 
should  be  as  follows  s 

(a)  The  Board  should  consist  of  the  Secretary  of  Public  W'elfare 
as  an  ex-officio  member  and  not  more  than  16  other  persons 
appointed  by  the  Governor. 

(b)  Membership  on  the  Board  should  be  granted  automatically  to 
one  member  of  each  of  the  several  Departmental  Advisory 
Committees  (these  are  explained  below) . 

(c)  The  Secretary  of  Public  Welfare  should  be  the  only  ex- 
officio  member  of  the  Board  of  Public  Welfare, 

(d)  A chairman  should  be  elected  annually  by  the  Board  from 
among  the  members  appointed  by  the  Governor  who  are  not 
members  of  a Departmental  Advisory  Committee. 

(e)  Members'  should  serve  overlapping  terms  of  6 years  and  none 
should  serve  more  than  2 consecutive  terms  or  held  office  in 
anj'-  political  party. 

% 

(f)  The  duties  of  the  State  Board  of  Public  Welfare  should  be: 
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(1)  to  participate  in  policy  developuent  and  in  formulation 
of  long-raTige  programs  and  objectives  of  the  Department 
of  Public  I'/elfare; 

(2)  to  interpret  these  programs  and  objectives  to  the  public; 

(3)  to  advise  the  Secretary  of  Public  Welfare,  the  Governor, 
and  the  Legislature  regarding  public  welfare  matters. 

(4)  the  Board  of  Public  Welfare  should  not  be  responsible  for 
the  approval  of  specific  rules  and/or  regulations  of 

the  Department  of  Public  Welfare. 

4.  Departmental  advisor3?’  Committees  attached  to  the  various  program 
units  should  be  appointed' by  the  Governor^  At '..present  there  are  six  such 
program  mits.  The  composition  and  duties  of  these  committees  should  be 
as  follows: 

(a)  The  number  of  members  of  each  Departmental  Advisory  Com- 
mittee and  their  qualifications  should  be  determined  by  the 
Governor  on  recommendation  of  the  State  Board  of  Public 
Welfare  provided  that  adequate  provision  is  made  for  the 
representation  of  the  professional  fields  of  service  and 

of  lay  groups  in  the  fields  of  interest  served  by  the 
program  to  which  each  Advisory  Committee  is  attached: 

(b)  Terms  of  office  and  conditions  of  appountment  for  the 
members  of  the  Departmental  advisory  Committee  should  be 
the  same  as  those  specified  above  for  members  of  the 
State  Board  of  Public  Welfare; 

(c)  The  duties  of  the  Departmental  Advisory  Committees  should  be 

(1)  to  advise  the  Commissioners  to  x-zhom  they  are  attached; 

(2)  to  furnish  advice  regarding  such  matters  as  standards 
of  eligibility  for  service,  of  payments  to  individuals, 
certification  and  licensure  of  institutions  and 
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agencies,  for  the  care  and  placement  of  children  and 
adults,  and  such  other  matters  as  may  by  law  require 
citizens  review  or  which  may  be  referred  by  the 
various  offices  whiich  they  advise j 

(3)  to  arrange  and  conduct  public  hearings  as  may  be 
required  by  law  or  which  they  maj^  on  their  ovrni 
initiative  deterriiine  necessary  arxd  advisable; 

(4)  to  advise  on  ways  and  means  of  coordination  of  public 
and  private  welfare  activities; 

(5)  to  promote  better  public  understanding  of  the  programs 
to  which  they  are  attached; 

(6)  to  make  recommendations  to  the  State  Board  of  Public 
Welfare  on  matters  referred  for  consideration  and 
advice,  or  as  may  be  required  to  promote  the  effectiveness 
of  the  program  to  which  they  are  attached. 

E.  REASSIGNMENT  OF  FJhTTIONS 

The  Committee's  principle  in  this  phase  of  its  deliberations  was 
to  carry  o\it  the  purpose  of  the  merger  by  bringi'.ng  together  the  operations 
which  are  logically  parts  of  the  functions  of  the  Department  of  Public 
Welfare  so  as  to  obtain  the  maximam  benefits  of  integrated  administration 
of  each  such  function.  The  functions  brought  together  by  the  merger  of  the 
former  Departments  of  Welfare  and  Public  Assistance  should  be  fitted  together 
and  the  new  organization  proposed  in  the  Appendix  should  be  given  a fair 
trial  before  making  any  changes  beyond  those  recommended  in  C.  above  and 

those  specified  below» 

The  Committee  recommends? 

le  The  Pennsylvania  Institute  for  Defective  Delinquents  should  be 
transferred  from  the  Justice  Department  to  the  Department  of  Public  Welfare, 
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The  program  of  this  institution  is  not  so  much  one  of  penal  affairs  as  it 
is  one  of  mental  health.  If  the  patients  are  mentally  defective, they 
shoxald  be  treated  within  the  same  system  that  operates  other  institutions 
for  defectives.  This  is  consistent  with  the  fact  that  Farview,  an 
institution  for  the  oriminally  insane  is  in  the  Department  of  Public  V/elfare, 
2.  All  state  institutions  for  juvenile  delinquents  should  be  ad- 
ministered by  the  Department  of  Public  .'elfare  and  all  other  such  in- 
stitutions should  be  made  I'Jart  of  a unified  juvenile  delinquency  program 
as  provided  by  Sections  2322  and  2323  of  the  Admj.rdst native  Code.  Legisla- 
tion permitting  commitment  of  juveniles  to  specific  institutions  shou^.d 
then.be  changed  so  that  all  such  commitments  are  made  to  the  Department 
of  Public  '"/el fare. 

3^  At  present  County  Institution  Districts  receive  State  subsidies 
for  the  care  of  chdidren  under  the  Public  Assistance  Law  (Section  9,  c.2) 
and  also  by  a reimbursement  system  authori7.ed  by  Appropriation  acts. 

Section  9,  c.2.  of  the  Public  Assistance  daw  should  be  repealed,  the  County 
Child  Welfare  Reimbursement  Program  should  be  enacted  into  substantive  law 
with  appropriate  chanres  in  the  County  Institution  District  Act,  and  all 
funds  for  State  subsidy  of  County  Child  Welfare  Programs  should  be  ap- 
propriated for  the  reimbursement  program^ 

4,  Representatives  of  veterans  organizations  should  be  invited  to 
consider  with  the  Department  of  Public  Welfare,  whether  the  following 
special  services  for  veterans  and  their  dependents  should  be  transferred 
to  the  Department  of  Public  'Welfare  and  integrated  with  the  total  welfare 
program. 

(a)  The  Scotland  School  for  Veterans’  Children  presently  imder 

the  Department  of  Public  Insturction  represnets  a segregated, 
institutional  type  of  service  not  in  accord  with  modem 
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concepts  of  child  welfare  which  provide  that,  so  far  as 
is  px-'actical,  all  children  should  be  given  the  opportimity 
of , fajMly  life  in  a normal  community  ~ in  a foster  home  if 


the  child’s  own  home  is  not  available  or  acceptable^  in- 

X • ' * ' • r ■ ' ■ - . . 

f - • » , . 

stitutions  should  be  used  only  to  meet  special  needs  of 
, children.  After  transfer  of  this  school  to  the  Department 
of  Public  I'/elfare,  the  Department  should  plan  for  and  in- 
stitute such  care  for  the  children  in  Scotland  School c 
After  that  is  done,  the  facility  could  well  be  used  for 
the  care  of  juvenile  delinquents  as  part  of  the  Department's 
integrated  child  welfare  program^ 

(b)  The  Fenns3'lvania  Soldiers  and  Sailors  Horae,  presently  under 
the  Department  of  Military  Affairs,  is  another  example  of 
segregation  of  veterans.  Transfer  of  this  institution  to 
the  Department  of  Pub lie  Welfare  would  make  possible  its 
integration  into  the  total  welfare  program  and  adequate 


service  to  the  guests  in  it.  Federal  financial  participation 
might  then  be  available  for  the  cost  of  care  of  some  of 
the  inmates. 

(c)  The  financial  assistance  program  of  the  State  Veterans'  Com- 
. •„  mission  duplicates,  for  a special  group,  the  public  assist- 

ance program.  The  SVC  benefits  to  veterans  are  much  lower 
than  public  assistance  payments  and  are  without  Federal 
participation.  If  these  appropriations  were  transferred 

to  the  Department  of  Public  VJelfare,  a more  adequate  program 

* •-  ».’• . 

• could  be  developed. 

...  ..  j 

. . . 5«  Administration  of  the  mental  health  program  should  remain  in  the 

Department  of  Public  Welfare. 


6,  Ifi/henever  public  funds  constitute  the  bulk  of  a private  institution's 

36^' 


resources,  consideration  should  be  given  to  acquisition  and  administration 
of  the  institution  by  the  State,  Since  public  funds  constitute  the 
larger  percentage  of  the  income  of  Glen  ^dlls,  S].eighton  Farms  and  Elwyn 
and  because  the  State  ap^^rently  already  h^s  liens  on  these  institutions 
because  of  appropriations  for  capital  expenditures,  they  should  be  acquired 
by  the  State  and  administered  by  the  Department  of  Public  Welfare, 

F.  LOCnL  administration 

The  first  report  of  this  Committee,  which  is  incorporated  in 
Phase  I of  this  Report,  emphasized;  (A)  that  to  achieve  the  final  fruits 
of  the  merger,  the  effort  at  the  state  level  must  be  carried  through  so 
that  the  structure  for  welfare  services  rendered  in  the  communities  through- 
out the  state  reflects  the  same  merger  principle;  and  (B)  that  these  welfare 
services  can  be  administered  best  if  there  is  a maximum  aimount  of  community 
responsibility,  both  administrative  and  financial,  consonant  with  the 
principle  that  wherever  a Pennsylvaniaiimay  reside,  he  has  a right  to  certain 
basic  welfare  services  wMch  meet  minimum  standards  cf  acceptability. 

The  Committee  has  studied  this  problem  in  greater  depth  and 
believes  that  the  local  welfare  administration  should  have  the  following 
characteristics ; 

1.  Geographic  - The  minimum  local  welfare  unit  should  be  the 
County;  but  provision  should  be  made  for  multi -county  units  where  the 
counties  concerned  consider  that  this  will  enable  service  to  be  rendered 
more  effectively, 

2.  Admiinistrative  Responsibility  - l''/hile  the  state  Departm.ent 
of  Public  Welfare  should  continue  to  be  ultimately  responsible  for  the 
maintenance  of  adequate  welfare  services  throughout  the  Commonwealth;  to 
the  extent  practicable,  administrative  responsibility  for  the  actual 
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rendering  of  services  should  reside  in  County  Welfare  Departments  that  ars 
part  of  the  County  gove-i'nment  structure.  There  should  be  County  Welfare 
Boards  of  representative  local  citizens j appointed  by  both  locaD.  and  state 
authorities  to  reflect  the  shared  responsibility^  and  to  give  the  communities 

f 

themselves  the  most  effective  voice  in  the  rcndoring  of  welfare  services, 

3o  Financing  - There  should  be  a basic  and  uniform  pattern  of 
subsidies  and  reimbursement  an'angements  based  on  appropriate  formulae  and 
accompanied  by  appropriate  State  standards  by  which  the  Commonwealth  shares 
with  local  communities  financial  responsibility  for  welfare  services.  In 
order  that  these  services  may  be  rendered  on  a consistent  and  continuing 
basis,  there  should  be  legislative  mandates  governing  the  use  of  state  funds 
in  such  operations.  To  supplement  the  basic  pattern  of  service,  counties 
should  be  encouraged  to  make  local  funds  available  for  supplementary  welfare 
services  as  desired.  As  with  the  State,  payments  to  private  agencies 
should  be  made  on  the  purchase  of  service  principle;  and  the  County  Welfare 
Departments  should  be  an  arm  of  the  State  for  the  purchase  of  service  at 
the  local  level.  They  should  also  act  for  the  State  in  considering  ap- 
plications for  free  or  part-paid  ser\’lces  in  state-administered  or  state- 
aided  welfare  programs, 

4,  Program  of  Service  - The  County  Welfare  Department  should 
make  available  to  all  people  basic  public  v/slfare  services,  rendered  by 
qualified  personnel,  in  accordance  with  state-established  standards  both 
for  service  and  for  employment  policies.  In  order  that  programs  may  best 
fit  individual  conmunities  and  areas  throughout  the  state,  and  to  encourage 
the  maximum  local  initiative,  it  should  be  the  responsibility  of  the 
County  Welfare  Department  to  propjose  plans  for  service  to  the  state 
Department  of  Public  Welfare,  which  should  approve  such  plans  if  they  meet 
established  standards* 
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In  addition  to  providing  local  welfare  ser'vlces.  County  l/valfare  Departments 
should  assist  the  state  in  administering  its  statutory  responsibility  under 
the  Non-Profit  Corporation  Act  and  its  obligations  regarding  licensure  and 
super''/ision  of  private  welfare  agenciesc  The  County  Welfare  Defartnent 
should  participate  in  developing  a total  program  of  public  and  private 
services  and  should  be  active  in  community  planning  so  as  to  insure  the 
most  effective  utilisation  of  private  agencies  and  public-private 
financial  relationships » 

5.  Legislative  Conmission  - These  recommendations  are  fundamental 
to  the  proper  rendering  of  welfare  services  tliroughcut  the  Commonwealth; 
but  since  they  require  changes  in  basic  state  welfare  legislation, 
notably  in  the  Public  Assistance  Act  and  the  County  Institution  District 
Act,  and  in  current  patterns  of  rendering  service,  the  Coiianittee  believes 
that  they  should  receive  the  widest  possible  public  scrutiny  at  both 
state  and  local  levels,  in  order  thxat  when  the  legislation  is  finally 
introduced,  it  may  be  soundly  conceived  and  have  the  greatest  possible 
acceptance.  The  Committee  recommends  accordingly,  that  a public  com- 
mission be  established,  with  the  charge  to  prepare  a plan  for  the  de- - . 
centralisation  of  responsibility  for  welfare  services;  to  hold  hearings  r 
thereon  throughout  the  state,  so  that  the  viev;s  of  those  presently  responsible 
for  rendering  these  services,  both  public  and  private,  be  fully  considered; 
and  to  submit  appropriate  legislation  to  a subsequent  session  of  the 
Legislature.  This  commission  should  be  adequately  financed,  so  that  a 
competent  professional  staff  may  be  employed,  with  funds  for  traveling, 
for  the  expense  of  public  hearings,  and  for  office  and  clerical  expense. 

If  possible,  the  commission  should  be  kept  at  a manageable  size,  but 
should  be  made  broadly  representative  hy  choosing  members  who  can  speak 
for  more  than  one  field  of  interest,  TVie  Secretaries  of  Public  Welfare 
and  Health  should  be  members,  ex-officio. 
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G.  i-jelfapj;  code 

The  laws  relating  to  the  Dspartnient  of  Public  Welfare  and  its 
functions  have  been  enacted  at  various  times  over  periods  of  many  years 
in  response  to  conditions  as  they  then  existed,^  often  without  regard  to 
legislation  already  in  effect.  The  result  is  a patchwork  quilt  with 
many  gaps  and  overlaps.  In  its  deliberations  the  Committee  was  re- 
peatedly  impressed  with  the  dificulty  of  finding  a clear,  definitive 
legal  statement  about  specific  programs  and  of  the  duties,  functions, 
and  responsibilities  of  the  agencies  and  institutions,  public  and  private, 
state  and  local  that  are  concerned  \fith  public  welfare. 

This  situation  is  not  only  a great  handicap  to  proper  and  ef- 
ficient admf.nistration  but  also  makes  it  very  difficult  for  a citizen 
of  Pernsylvania  to  know  his  own  rights  and  obligations. 

Therefore,  the  Committee  strongly  urges  that  the  Legislature 
take  immediate  action  to  have  all  of  the  various  laws  governing  the 
operation  of  the  Departmient  of  Public  Welfare  drawn  up  in  the  form  of 
a single,  comprehensive  Welfare  Code. 
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